M anagement has been described as "the process of achieving organizational goals by engaging in the four major functions of planning, organizing, leading, and controlling," while leadership is "the process of influencing others to achieve organizational goals" (Bartol, 1994) . A clear difference exists between the roles of the manager as a leader and manager as a controller or manager of processes and people. Not all managers excel at both roles. The manager of processes and people may not necessarily be a good leader. However, the role of leader cannot be underestimated in high performing teams. Covey (1989) , author of The Seven Habits of Highly Effective People, states: Efficient management without effective leadership, is as one individual has phrased it, "like straightening deck chairs on the Titanic." No management success can compensate for failure in leadership.
In his book The Gifted Boss, Dauten (1999) asserts that the way to have great employees is for them to have "freedom from management, mediocrity, and morons." His message is that employees thrive when leadership is maximized and control is minimized.
Leadership provides fertile ground for establishing a group culture that is forward thinking, creative, optimistic, willing to take reasoned risks, effective, adaptable, and successful. While companies can "buy" their employees minds, they cannot "buy" their hearts. It is employees with both minds and hearts committed to goals and objectives who are extraordinarily successful.
More and more occupational and environmental health nurses are seeking and obtaining advanced education in the field of management. They may have formal instruction on the controlling role of management, but relatively few have formal or informal instruction related to lead-ership and creating positive cultures. The vast majority of occupational health nurse managers acquire management skills through experience and from mentors. Given the fact that most individuals learn through their own experiences or the experience of others, the following discussion provides some touchstones for making leadership decisions, and planning and creating a culture of high performance.
The nursing process applied to leadership is a useful way to view this role. Modified slightly, it also provides a useful framework for identifying those "habits" leading to both team and personal effectiveness.
ASSESSING AND PLANNING Principle One-Assess
Often, occupational and environmental health nurses take a management position and begin to take what the days bring. They rapidly find it is a rare day when seemingly urgent issues do not demand full attention and time. Finding the time to thoroughly understand the goals and objectives of the company and then to plan how the occupational health team can contribute to those goals is extraordinarily difficult but extraordinarily important.
One of the techniques for planning and determining where the group needs and wants to go is a SWOT (strengths, weaknesses, opportunities, and threats) analysis. This technique involves brainstorm-ing thoughts about the groups' strengths and weaknesses in relation to planning goals and objectives. True brainstorming, where offbeat ideas are encouraged, can be very effective in creating a team willing to consider new options to make significant improvements.
One of the roles of leadership is to make taking risks, such as expressing different ideas, safe. The technique also can provide valuable information for strategic and tactical planning. Once thoughts have been collected, the next step is to realistically determine the plans that need to be in place to develop weaknesses into strengths and to leverage strengths to achieve goals. Opportunities usually abound for those who are willing to be creative and to think beyond traditional approaches. Threats are barriers, competition, financial restrictions, or any other concern that may be an obstacle to achieving the goals and objectives.
It is important for managers to examine their personal values and to give thought to the differences they see between a controller and a leader. They need to think about how they will function in both roles. Being clear about these values will make the job easier.
Principle Two-Plan
Planning encompas ses both team and individual plans day by day, week by week, and year by year. Various techniques to "find the time" can be helpful, and include: • Working at home for the first hour of the day with that time devoted to planning . • Blocking off the calendar for specific hours each day or week for planning.
• Scheduling a secluded room for a planning meeting of one to obtain the "think time" necessary for planning. The discipline of focusing on following the plans is a gold key to culture of effectiveness. Managers must learn that taking the time for planning is a priority. In the current short term , "please Wall Street" mentality, planning seems almost anachronistic. It is difficult to plan when busines s is changing so rapidly, but it is critical to achieving effectiveness.
Once the occupational and environmental health nurse has developed the habit of planning, the next step to consider is providing the leadership to create a staff with a common vision, mission, and set of values and that uses those documents as a guide or "touchstones" for actions . It is tempting to skip this activity because it takes time and it is not easy. However, if done well these documents help to insure the team performs at its best.
It is not uncommon, especially when the leader and individuals within the group model the behavior, for teams to almost self manage. They approach problems through reference to the group determined vision, mission, or values. Going through this exercise, even with a skilled facilitator, can take a full day or two by itself, but it is time well spent. Future deci-sion making becomes a great deal easier if the teams are clear on the following ideas: • What they want to be or the direction they want to go.
• What is their role or purpose for existing.
• What values will be used or how business partners, customers, colleagues, and team members will be treated.
By necessity, the future is uncertain, but clear goals, road map s, and directions provide a foundation for an effective team. However, a word of caution is in order. If a leader does not believe in or understand the power of group determined vision, mission, and values, it is best not to engage in the activity at all. Nothing is more demoralizing than for a group to come to hard won consensus on vision, mission, and values and for the leader to ignore or pay little attention to them. Managers must think through where they want to be in 5 years and what they want their unit to look like and to be like.
Principle Thre~Set Priorities
Strategic goals and objecti ves begin to fall easily into place following a clear sense of mission and vision. It is useful to have both short term goals (3 to 6 months) with associated action plans and objectives, as well as long term goals (12 to 18 months) with associated action plans and objectives. Realistic short term goals and objectives, in particular, are important to the daily functioning and direction of the unit. According to Daniels (1994) , short term goals provide an opportunity "to provide positive reinforcement." Long term goals keep the visions in sight and provide a sense of future accomplishments .
One useful planning tool is the "balanced scorecard." This tool, described by Kaplan (1996) , uses a scorecard with goals and objectives divided into four areas of financial, customer, operations, and learning and development. All areas must be integrated to achieve success. Tactical planning means putting the "nuts and bolts" to the plan and setting priorities.
Principle Four-Self Direct
Successfully moving from a position of taking direction to one of providing direction at the same time requires the ability to be self directed. Managers who proactively move forward with their plans are those who advance within companies. Individuals who wait for their managers to provide direction will be, in effect, professionally moving backwards.
Another way of explaining self direction is to actively choose to take control of the future. Once planning has occurred, an effective manager takes responsibility for implementing the plan. According to Porter-O'Grady (1988) , "If you are not busy writing your own script, don't think that it isn't being written."
The self directed manager takes full responsibility for the team, including successes and failures. If occupational health nurse managers are seeking direction from top management and not receiving it, it is tempting to think that their issues are being ignored. In fact, the self directed manager recognizes and appreciates the time and work commitments of business leaders. The manager's manager sets priorities, as everyone needs to do.
One of the gold keys to getting what is needed is persistence in follow up. The self directed manager is persistent. Minor, or even major, set- AUGUST 2001, VOL. 49, NO.8 backs do not deter. The second gold key of the self directed manager is attitude. Attitudes are truly a communicable disease because they are "catching." That is true of both positive attitudes and negative ones. Because organizations are interdependent, managers' attitudes strongly influence the attitudes of the individuals they lead. The self directed manager takes initiative, makes conscious decisions, and takes full responsibility for them.
IMPLEMENTING

Principle Five-Communication
Effective managers are good communicators. They not only deliver messages in a way that is easy to comprehend, but they also absorb information that forms the basis for thorough understanding. By actively listening and seeking to appreciate the perspective of others, an effective manager may form more valid opinions and more thoughtful solutions.
When in a position of leadership, effective communicators develop an awareness of the needs and issues of others. They are continuously observing for messages or cues. Only when they feel they have a thorough understanding of the position of the individual with whom they are communicating do they initiate delivery of their own message. The resulting exchange of ideas is more effective because it is directed toward the actual issue and an understanding of the intent of the sender.
In the occupational health environment, effective communication is essential. It is critical for the occupational health nurse to hear and understand the real meaning of messages sent by clients, employers, and peers. Not comprehending underlying concerns, viewpoints, or perspectives could result in poorly targeted inter-ventions, badly received programs, and unrealized outcomes.
It is also critical to success for all parties to be clear about their own expectations, as well as the expectations of others. This often requires the occupational and environmental health nurse to probe for clarification and to restate the message as it was heard and understood. While this may seem uncomfortable at the time, it greatly improves the chances that both the sender and the receiver of communications are aware of the expectations of the other. Ultimately, this eliminates perceptions of failure to deliver and disappointment with results.
Principle Six-Outcome Orientation
Effective managers are outcome oriented. They are able to envision an endpoint at which they hope to arrive, and strive toward it. As managers, they lead their organizations to achieve mutually established goalskeeping them focused along the way.
This process begins with recognizing a need to get something accomplished. This is often a difficult step for individuals who have become comfortable or complacent. It is also difficult for staff members who experience a fear of change or are hesitant to take risks. An outcome oriented manager can effectively communicate the necessity for an activity and the rationale for undertaking it. A shared vision of what the end result should resemble may then be created.
The occupational health nurse manager who is focused on outcomes is a "guiding light" to staff members as they develop both personal and organizational goals and objectives. By always keeping a mental picture of the desired results and devising methods to achieve it, a group is more likely to stay on course. The methods and techniques developed by outcome oriented organizations become the strategy by which a goal is realized. Unity and synergy occur when groups work together to accomplish a task or project that is mutually envisioned, planned, and executed.
Principle Seven-Positive Negotiation
Effective managers are positive negotiators. For many people, "negotiation" is the act of bargaining to a point where one part wins and the other loses. Positive negotiation is based on the premise that individuals can work together to resolve conflicts and understand the real issues. Once the underlying issues are identified and accepted, the parties may be able to reach a mutually acceptable compromise more easily.
An effective manager strives to negotiate an issue or situation to the point that everyone feels they have won something. This may be difficult when the options are limited or at opposing ends of the spectrum of possibilities. In fact, there are times when it is wise to cease negotiations because it is evident it cannot result in a "win-win" condition. A bitter "win-lose" outcome may result in alienation and the inability to work together in the future.
An occupational health nurse manager who is astute to the needs, preferences, and viewpoints of all of the parties involved may be able to facilitate agreement by encouraging open communication and sharing of ideas. By encouraging the individuals or groups to generate options and alternatives, a positive negotiator moves them forward in the spirit of compromise and cooperation. The end result is more likely to be both amiable and acceptable to all.
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Positive negotiation is based on the premise that individuals can work together to resolve conflicts and understand the real issues.
Principle Eight-Teamwork
The great failure of many managers is to try to implement the plan alone. Although implementing alone is seen by many managers as the most expedient way to accomplish a task, it is usually not efficient in the long run. Experience has shown that the more diverse contributions provided to a project, the better the project outcome and the less "rework" necessary.
According to Crosby (1985) , "If you don't have time to do the job right the first time, how will you ever have the time to go back and fix it?" The word "teamwork" has become an overused business expression. After a phase of books, workshops, and exhortations (particularly by human resource and organizational development professionals), many people have become skeptical about the real meaning of teamwork. However, to truly unleash the power of a team is to reap the amazing rewards of synergy. Inexperienced managers may believe "doing it alone" is the quickest, most "hassle free" way of accomplishing a task. That may be true for some tasks, but for those involving the development of a product or a service, an outcome oriented and committed team can do a quality job that is right the first time.
An effective team is made up of individuals with varying perspectives, skills, and backgrounds. Human resource references on hiring often suggest there is a strong tendency to hire people who are similar to the person doing the hiring. The wise manager acknowledges this fact and take steps to guard against this situation. The person who "thinks differently" or is "difficult" can often be one of the most valuable members of a team. It is helpful if the team composition can mimic the population.
Demographics are changing. The most recent census indicated that individuals of Hispanic origin are now the largest minority in the United States. Managers who have responsibility for expatriots or for a team that includes members of different nationalities (and cultures) recognize the need for diversity in the development of products and the delivery of services.
EVALUATION
Principle Nine-Evaluate
Evaluation and measurement is an area of neglect in most managers' skill sets. However, when a manager and team become very good at writing outcome driven objectives, measurement becomes fairly easy. The result is simply compared to the outcome objective.
According to Kirkpatrick (1998) , there are four levels of evaluation. The same four levels used to evaluate training programs may be applied to many different projects, products, and services.
The first level is the "smile" survey. This survey measures whether the recipient was happy with the service or product. It asks whether the setting was appropriate, and other "feeling" questions. The second level measures the service or product in relation to objectives established at the beginning. It asks the question: "Were the objectives met?" The third level is a measurement of whether the individual using the product or service has been able to apply the learning. It asks, "Is the product or service being used?"
The fourth level (and the most difficult, but most important to measure) is whether the use of the product or service made any difference in the outcome of interest. As a simple example , the objective of losing 20 pounds in IO weeks can be measured by the scale and the calendar. An outcome objective (level four) might be to lower diastolic blood pressure by 10 points. This can be evaluated by taking a blood pressure and, if the outcome of interest was lowering blood pressure, would answer the question, "Did the loss of 20 pounds make a difference?"
Level four evaluations are often easier to measure in clinical settings than in others where the outcomes of interest are of a wider scope or are more complex. In each case, the use of SMARTER (specific, measurable, accountable, reasonable, timely, effective, and reviewed) objectives as a guide are extremely valuable. Smith (1999) suggests the use of a "performance tree" as a tool. The tree (lying on its side) goes from the broad aspiration, to most critical outcomes indicating success, to specific objectives or suboutcome s. The gold key to evaluation is selecting relevant metrics. He also suggests the answer AUGUST 2001, VOL. 49, NO.8 to six questions identifies relevant rnetrics. The questions follow: • What is the performance challenge at hand? • What outcomes would indicate success at this challenge? • What are the working arenas relevant to this challenge ? • To which of those working arenas do I contribute?
• What metri cs make the most sense for these working arenas?
• What SMARTER outcome based goals should be set and pursued for each of these working arenas? Smith ( 1999) defines working arenas as "where people make performance happen in companies."
SUMMARY
To be truly effective, the occupational and environmental health nurse must possess skills as both a manager and a leader. Effective management results in programs and projects that are likely to be successful, achieve established goals, and meet expectations of the intended recipients. Effective leadership results in individuals who feel valued for their opinions, empowered to act independently, and accountable for setting and achieving personal goals. When these individuals come together to form teams, they create an organization in which the group benefits from the commitment and mutual desire to work toward a shared mission and vision.
The nursing process provides an excellent framework for the occupational and environmental health nurse to approach the tasks associated with leading and managing in a rapidly changing, challenging environment. Techniques to be employed are those acquired in formal management training programs and those passed down from experienced mentors. It is incumbent on all occupational and environmental health nurse managers to perfect and use leadership and management skills to positively contribute to organizational effectiveness and, ultimately, employee health and well being.
